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oe "GUIDELINES FoR. EXECUTIVE DEVELOPMENT IN THE FEDERAL SERVICE 
: , o ? } is os e : | . 
. 2 ‘i a 7. _ Objectives: 
nétective menegenent,, largely a munction of leffective managers, through Executive Developzent .(ED). 


Essential nanegerent continuity, without loss in, respor jveness and Slexibility,, through Executive Development. 
Rest use of avyaileble talent within the Federal Government, without exclusion of, those entering from the outside, | 
Co teriiegt! & ‘ he ah ate es, : owl BRS ae vara oe a . wee oe . 

éuvétrough Executive Development. .. . 


mroadened perspectives, knowledges ard skills through Executive Development. 

Achievement of Executive Development by the identification and development of high-potential employees in mid- 
menegenent (normally. GS, 13-15) end the provision of developmental experiences for incumbent executives (norm. 
:+ @g 16-18). at: : 


ian 


SUGGESTED INTERNAL CRITERIA AND APPROACHES 
FOR APPLICATION IN THIS AGENCY 


- CRITERIA AND APPROACHES IN GUIDELINES 
FOR IMPLEMENTATION OF GUIDELINES ‘5 
‘ BY INDIVIDUAL AGENCIES ne ee 


‘ 


EDERAL GUIDELINE I: High Level of Or enizetion Com 


A, Prepered and forwarded to CSC, per its requirement, @ statement of 
executive development enabling each execu the basic policy, orgenizetional structures and processes that will be 
tive and aspirant to develop to the fullest followed by. CIA in implementing an ED program, compatible with Federal 
extent; consistent with egency needs and “| Guiielines (See Tab B)-” ; : 

his interest end abilities. Announce in. 4) v: nee eee cae 
policy the resources ko be committed. 


fh. Develop end ennounce a policy for 
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3. ED/C has assumed this responsibility. ; . ) 


yi 


B,; Assign responsibility for ED to a’ 
_ principe assistant who regularly reports 
to.the esency head. His primery duty iz 
to insure that ED programs meet organiza- 
\~-tion goels and priorities. 


o- 


- ~ ft ‘ i . _ 


1G Designated Deputies’ Meeting es EMRB, with collective responsibi. 
for formulating, fom Lementing and monitoring Agency=wide program to . 
achieve Agency objectives ane to meet Federal Guidelines. see 


oe Reteblish highelevel Executive Man= °° 
power, Resources Board (EMRS) >» consisting 
Of orgenization executives tor |; 


eaeay ae ; eee vy ae * 
oe) monitor executive development and is Me ee e =. ee ae 
tives pena ou hed Ore Pie poy, Peale ve Br gi leomting gg a ee gen qgipwia Pip ees 
eee review rogress toward orgeniza- sa Sone nee pass Et eee rs 4 
mpué wu Lb ede Ue eed ee ne Ca Mig FAV EROS OS nee i : 
ees iion objectivess 8 pA sbnes AUEES ; | . 
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P28 (go) report stewardship of executive Bet Ea ed Pe eg WS Ee 
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“D. .Number of boards within each egency D. Advised CSC that Agency will rely upon Deputy Directors, Cereer 
to depend upon its structure and mission. Service Heads and career service structures to manage ED program. 
Where formalized ‘career. programs; Ome ty, en Ata ae SS per at we oy 
used, an fern, mey: “went a board for 
*eack. yA Lee TELL” sey oP ie! Be b PGE Se Fk ION ke ee Z oe ie 
song ! ie 5 . ee a Pals wrote : dot Bed ae “ie : s 
Be Designate an ‘Srecurive Manpower ae ‘E.. D/Perg was designetsd: “EMMO and given responsibilities Sublined vor 
Menagezent Officer (EMMO), normally the EMMO in Federal Guidelines. ED/C informed D/Pers that his princip- 
pevscnnel head, to provide a focus for .. |. role will be to provide advice to ED/C and Deputies; formulate ED ) 
ell executive manpower activities end to: criteria and suggested procedural approaches; and provide deteiled 
report on the progrem directly to the steff assistance to career service officials and supportive staffs, 
rincipel assistant for ED. EMMO can act @s eppropriete. In lieu of using fixed formats and reports, ED/C-has 
es executive director of EMRB. EMMO to __Fequested D/Pers to provide illustrative neterials that can be used 
-review internal developmental activities “or-adapted, as applicable); by Directoretes end cereer Services in : 
and development assignment systems; main- managing their-own ED systems. _ at 
tain liaison with CSC; and conduct . : . 
studies on ED. He will supply guidance “ aa BLY oes os 
to supervisors on availability and rele~ | 22 A0R2¢ 20 5. oe : 
vance of development and training essign- se : ; : i , — 
ments; assist them in employee coaching = ae eee ae ; pa i 
exd counseling; and help then to prepare es Se a ee - fe 
executive development documents. ‘He will he PE) De fot Oe OE Es ee a, basil mba ots ) 
act es principel edvisor and coordinator : Leo lus. ‘ mane: pee 
of developmental ‘activities when personnel 2 ie wee ea = ak, j 
menegenent is eccorplished by formalized s Bare (se seas as ‘ ee es Nee a 
career programs end he will exercise, as ie) tea yee gee ee _ ies: a 
his principal function, the coordination * pk Bee oe a ee : . 
of all matters releting to executive _ pte. twos Vase os . 
PeNe ORM ene a ' . 
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FEDERAL GUIDELINE II: Development Plans fo d-Manager or Hich Potential Executive 


Each Mi 


A. Identify and develop an eppropriate A. Career services should teke the following considerations into accow 
- Mumber of high potential mid-manegers for in the process of identifying and developing indiviguels within the. . 

executive vecancies. - Not practical: or, A Gredes GS 13-15 who are believed to have executive potential, 

economical to invest! ‘in the same amount. (1) Requirene ents for effective performance very in different 

of Gévelcpment for’ each exployees, Veaching | executive positions. Critical elements of effectiveness in 
ea! Awana romant. erat hye “kev iahe Wshawidcsha dAantiftcA wantod tm Smnamtawnan  ank 
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applied in'thé identification and ge eteen ent of executive 
candidates; ‘ 
Specific ED piang and actions should be tailored to 
fieble €eps in the individual backgrounds of candi 
in their performance and their abilities relating 
tive future utilization. fas an exemple, see incivicuel Gap 
Sheet for SP carcerists in Tab C.). as : 


Emplovees with recognized executive potential may be neuéed 
‘where they are assigned and difficult to replace. Career 
service interests, however, may best be served by fairly lons- 
range and careful planning to determine how those with execu~ 
tive potential can be moved to achieve a developmental purpose 
with minimum disruption, not only to accommodate the over- 
riding needs of the career service and the individual con- 
cerned but also to assure the effective utilization of th 
employees concerned during the course of their developmental 
activity. : 


ON 


(4) Although it is frequently difficult to meke firm long-range 


{(~er 


(5) 


(6,) 


plans covering future incumbents of senior positions, it is. 
possible, by focusing on this issue, to avert most ill-pre- 
pared or precipitous changes. Planning will permit elterns~ 


tive choices and pertinent personal deve lopment to take plece., 


Even if some contingency planning does not materialize, pro- 
perly selected development of promising indivicuals will be 
beneficial. : 


Selections of candidates for executive positions and their 
subsequent development (including maintenance of records on 


their status} must be handled ina way thay misunderstendings 


will not result or lead to cherges of elitism. 


Officers in Grades GS 13-15 selected for specific develop- 
mental training ‘and assignments should be co when 


te ee 3 
ever. feasible,., that actions sieraae aa then ere being teken 
to enhance their career oD tunities and eeeactivess ss. in 
general, they should, not Le wold that they are candidates for 
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in the case of handling en unexpected vacercy, planned turnover and 
development usually involve. filling a number of positions and 

identifying a number of candidates for each. (As a simple illustre- 
tion of an executive candidate roster, see Tab D.) 


or a 


or t se ee a a 
7m) : 
D. The Agency epprised CSC that formal individuel career plans were 
tried unsuccessfully in the Agency. Individualized re 
ning of the developmental needs of specific individuels (i.¢., most 


éeVeicopment an individuel development 
-pleg designed to improve his performance relevant to them and their prospective wiilization) are recognizcda, -. 
ag prepare him for prospective execu~ |. however, to be Valueble tools. These actions can be taken in a 
tive jicb(s). Individual plens could: ° | variety of ways, by Gifferent levels of officials, and for varying. 
include: ' reasons. For ED purposes, career reviews snould encompass most, re 
not all, carecrists in Grades GS 13-15. (These reviews should nov 
(1) self-initiated activities: (xro- ‘be confined to individuals currently considered eligible for promo~ 
ee fessional agsseolation activities; tion or availeble for assignment. ) 
technical personel skills acqui- : oo 
sition, and reading programs ) 5 The combined listing in one paper of all individuel developmental needs 
. identified by a career service is ean easy method of esteblishing train- 
(2) treining in managerial perspec—— ing and assignment inventories for ready reference ang plennea imple- 
, tives (such as reorientation of mentation by the CMO or career service representatives. It provides 
A outlook and re-evaluation of a systematic focus while avoiding the shortcomings of formalized plans. 
oe - priorities); menegement tech- (As 4 simple illustration of developmental requirements Listing for 


niques end skills (for exemple: =e didates, see Tab D.) 
ADP budgets, operational re- 
search, lator-menegezent rele=" 
tions, counseling, progran fund- 
ing, nature of political leader- 
ship and knowledge of influence 


and occupational knowledge or 
techniques (formal egency or 
inter-agency courses, formel’- 
courses at an education institu- 
tion and perticipation in, pro=. 
fessional conferences, and’ 
Seminerele ye sc fy doe G84 
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E. Need to recognize that increased 
career interviewing and coaching will 
be requir ed. 


) 
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E. ‘In a'written communication, each career service showld’ explein aeSk 
ED program to careerists under its jurisdiction -- objectives, approaches 
and participating arrangements. Careerists should be invited to exoress 
their personal interests in jobs or training that would enhance their 
future usefulness. They should be informed, however, that actions sub- 
sequently taken in consonance with their exoressed desires are to be 


‘Gonstrved only as efforts to improve their quelificetions and career 


status, rather than as evidence of their participation in an ED program, 
FEL gAL GUIDELINE TiI: Improved Mobility Programs 
eee remeemetatn hottest narrate ph r npeeseepeseeprnahnaNadaataraN AERP SONNE leery ee et 


A. Need organizational, occupational 
mobility programs to support ED efforts. 
(Much development is bess accomplished 
on the job.) Agencies should have a 
systematic plan for rotational assign- 
ments within bureaus and should work out 
mobility programs across agency lines 
for which individuals may volunteer. | 
Eech egency's system should be based 
upon individual development plans. Some 
gob rotations fitting desired mobility 
pet Jens are: similar jobs in different 
geogrenhical eréas; similar. jobs at 


Pic installation; similer jobs within 
different orgenizations; and jobs in- 
volving similer leadership or adminis~ ' 
trative sxills in different areas. 


a 
ak 
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As. othe Noverber Deputies! Meeting and in the Director's last Annual 
Conference, increased mobility of well-qualified officers and executives 
was advocated. Following these meetings, the Director of Personnel 
prepared proposals providing for (1) expanding the use of Vacancy No- 
tices throughout the Agency; and (2) facilitating the transfer of 
employees across career service lines in order to fl. prior ml needs; 


resolve personnel surpluses; and develop selected personnel. ‘The pepers 
indicate that the institutional cavacity to move eble euployess to 
Tote of optimum utilization is a common interest of the Directorates 
and the Agency. The papers also focus on the policy adventeses of en- 


x en 
coure aging worthwhile requests to be made end Bron ety settied, with full 
consideration of the respective interests of the offices end ada auele 
affected. Finel action on these proposals shoul a neverially ecntribuse 


“to implementation of Guideline III. 


Each career service should evaluate the needs of individuel careerisits 
to receive work experiences otner than those previcusly received. Es- 
sentially, the success of an increased mobility program in the Agency — 
is contingent woon each career service taking the time to pien the -xinds 
of developmental work experiences that are needed by individual careerist: 
taking into account their personel beckgrounds, previous exveriences end 
probeble future utilization and potential. Most develoomental work ex- 
oe. of ay ae tion ore ie eee relatively early in the 
2d least a enstieny: 
Individual “actions can. be. peer mata a eigen upon by each career. 
service. if: it estebliskes, & preferred pattern of Gevelopmensal. worse _ 
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Satisfy an agency's needs for training e 2 af ment of pronising officers during their Agency careers; 
by putting together appropriate combina- ff. ; 
ticns of various delivery systems avail- | (2). “managenent training ‘has been strengthened, e.g., the ‘ : 
eble, including: agency orientations; Manegerial Grid and Fundementals of Supervision end Manage~ 
crogren sxill courses; OD Seni nees >: : ov ment havé eeu added to the core program, end élements of 
personal skills develovment courses _ ./.. “'"" management training have been added to other core courses; 
inter-agency courses involving menages . _ and 
r Be and technical skills; and non- ee : ee ee i a OD GEOR A 
fy eee programs, such as academic (3). ‘consideration is being given to a leadership conference for 
e tos courses. a ’ senior officers and to the development of a new brench 


' chief course (or 2 course for GS 13-15's selected for execu 
tive development) that could concentrate intensiy rely Udon - 
Se : _ > Ageney-oriented management problems, managerent situetions 
, i fat Ce nee ae Lom Mere het eee Tianegement applications, heving particuler reference to 
the. branch level and above. 


New and more responsive training resources constitute an important 
a fF sO , a Ts first step, but their value depends mainly upon a more systematic eff: 
, throughout the Agency to implement individuel trainine requirements, 
Annually or semi-annually, éach career service should. determine which 
-developmental needs possessed 7 candidates for personal or executive 
development can best be eccommodated by training. Inportantly, these 
decisions should téke into ae the most appropriate kind of trein- 
p = sen © Hote ah Mey iion BE OSS este : 
’ ing that should be used.” In essence, this concept starts with in@i- 
ge Ay yes ge ; vidual developmental needs and fitting training (ee other dcevelop- 
) eS ee gees . mg mental actions) to them, rather then finding suitable candidates to 
coy fit available training courses or responding to employee requests for 
Pin aan : eee ; internal or externel training. (The latter ey or may not relote to 
eat. ee ae .en employee's developmental need or his potential for further Gevelep- 
feat oh ais ment as seen by his cereer service.) The time required to implement 


‘ planned training arrangements tends to be offset by the time other- 

; wise consumed in going through the motions in individual cases of con 

- ee Mar ; ultetions, circulations of curricula, securing approvals, ete. More- 
: ; i a goed planning will evoid much of the chronic difficeul ulty encounte 

in making able officers aveileble for training. . ae 


Th orger’ to progran act ivities and steffing needs, OTR genuinely needs 
; “0 obtain reasonably accurete forecasts of training requirements well 
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FEDERAL GUIDELINE 


A. Operate mechanisms for evaluating the 
effectiveness of ED programs at several 
levels. These include reviews to deter- 
nine the effectiveness of developmental 
experiences for individuals; eprectives 
ness of sub-systers (performance epprai- 
sal, identification processes, ectual 
promotions versus quality cf those pro-. 
moted, training); and the effectiveness 


of ee totel program. Provide feedback 
on specific results in achieving criteria 


and eee shown under each of tne 
Guidelines. ar 


> Fg aoe ’ } 


B. Give special attention to current 

utilization of resources and plans in 

cerrying out ED programs. Utilize ED 

objectives as standards for evaluating 
the ectual Firman ‘covered toward ob- 
ta f objec tives. 
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plens and progress and combine. 


ines. ine repors to. the Pr esice 


the state of executive. develop pment 


- 


Proeram Evaluation 


ete 


in advance -~- some of them a year ehead, such as the core cour 
Once requirements are received, OTR should be able to rely u 
projected enrollments remaining reasonably firm. The chang 
29Ge to link training recuirements to personel development 
should facilitate realization of these recuirements, and i 
lieved a comprehensive listing of training requirenents, poe Ley a 
mentel. and non-developmental, in the new Annual Personnel P. n {now 
uncer preparation) will provide a vehicle. for career services ae 
perform the important task of planning and forecasting training need. 
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) 
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A. Through the EMRB mechanism, ED/C Deputies will generally monitor 
ED pregram. Career services heads will anrually report to Deputy con~ 


ce.ned on ED program. ED/C will review ennuel progress within eech 
Directorate with Deputy concerned. D/Pers, as EMMO, will provide 
policy proposals-to EMRB and staff assistance to career services. 


Specific- standards for evaluating the success oe developmental pro- 
"grams in the career services will be considered after the career ser- 
vices have had sufficient time to assess their perce Tas develcp- ) 
mental needs and to determine the. thrust and scope of their future. 
personal developmental progrems. 
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“B.~Among items to be studied in poeta ene ine and evaluating the future 
Sees the Ageacy’s ED program are the foliowing: 


* 
‘ 


_evalueting eae for inewnbent executive versus pre- 
executive program 


a 


(2) method of selecting ED candidates; 


- Beco 


op »heture and: diver sity of. executive tasks; ee kta 
ce. (ay Sspecific objectives for measuring program success; : 
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Covernmment-wite and for each agency." (S) value of different developmental methods; 
The Guideline indicates thet both the. : 
suostence and form of these evaluations (6) feasibility of developmental transfer; and 
Will te modified by continuing exper- ; . 
‘tence. ] ; . (7) development of specielists as managers. : 
+) 
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